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PREPACS 


The United Stetes Merine Coros has long been noted for the 
excellence of its training of officers and men. The adoption and 
implementstion of a new fiscal menagement system has placed new 
responsibilities and burdens upon Wearine Corns training. It has 
been the intention of the author to acquaint himself with the methods 
end means employed by the Corps to equip its officcrs with a know- 
ledge of fiseal matters. It is hoved that other officers being 
introduced to fiscal manegement at George Washington University will 
find the consideration of the overall tierine Corps Fiscal Education 
Program as interesting and rewerding as the author found it. 

The author is indebted to many officers at HNeadcuarters, ‘larine 
Corps, and at the Marine Corps Schools, Quantico, Virginia, for their 


generous assistance in cormiling information, 


JeG.M. 
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Chapter I 


BACKGROUND AMD EVOLUTION OF THE PRISM WARIS OOPS FISCAL SYSTEM 


It has been only during the lest fow years that the terms Fiseal 
Officer, approoriations, progrem budget, and cther related terms have 
become part of everyday conversation among marimes at all levels. 

Prior te the 1919 Amendments to the Naticnel Security Act there was 
very little reason for the average marine officer to be concerned with 
such matters. In the past most things pertaining to finance end 
budgeting were the sole resnonsibility of a few people at Neadquarters 
Warine Corps. As a group, few officers realized the extent of the 
fiscal activity that took place prior to the 199 Amendments. A detailed 
study of the history of fiscal activities of the Marine Corps would 
extend back to "Tun Tavern" days. ‘This is not the purpose of this 
paper. However, it may be of interest to the reader, as it was to the 
author, to go back a few years and consider briefly some fiscal aspects 
of Marine Corps history. 

On 2 Decenber 19], James S. Forrestal, then Secretary of the Nevy, 
sent a letter to all the Bureaus, Boards, and Offices of the Navy Depart- 
ment, and to the Cormondants of the Marine Corps and the Coast — 
By this letter there was established the Office of the Fiseal Director 
for the Department of the Nevy. The Fiscal Director was mede directly 
responsible to the Secretary end was given the authority to issue orders 


bearing the full vower of the Secretary. Mr. Forrestal in this letter 





1 SECMAV letter of 2 December 191); to all Bureaus, Boards and Offices 
of the Navy Devartzent, C.il.C. ond Commandant U.S.C.G. 
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i. 


made clear the duties of the Fiscal Director. These cuties vere to 
include: (a) to formate, establish, supervise, and coordinate all 
policies and procedures affecting the finance, budgeting, eccounting, 
and auditing activities of the Navy Department. (b) To prescribe the 
type and control of all accounting and finance records to be maintained 
by the Bureaus, Boards and Offices of the Navy Depertment, the United 
States Marine Corps, ond the United States Coast Guard. (c) Prepare 
or cause to be prepared reports which will provide for the Navy Depart— 
ment information relative to Navy appropriations and committments, 
Obligations and expenditures thereof. The Secretary also declared that 
there would be a single Fiscal Division in each Bureau to provide such 
information ond perform such functions. It was ordered that the head 
of each fiscal division be knowm as the Fiscal Director of that Bureau. 
In compliance with this directive the Commandant, Marine Corps, 
on December 11, 1944, appointed Brigadier General W.P.T. Hill as the 
first Fiscal Director of the Marine Corps. 2/ The fiscal Division as 
originally organized was composed of Generel Hill, a marine Colonel, 
a Captain, two enlisted marines and two civilians. In this same letter 
of appointment, the Fiscal Division was assigned to the Office of the 
Commandant. At this time the Quartermaster Ceneral and the Fiscal 
Director were the same man, The personnel of the fiscal section were 
from quartermaster, but there wes complete separation of responsibilities. 
This system remained undisturbed by the Reorgenization Act of 19)6 and 
continued until 1952, 





2 C.M.C. letter to W. P. T. Hill, 12 December 19h) 
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In 1952 instructions from the Secretary of the Nevy required that 
a separate and distinct fiscal division be established under a Fiscal 
Director, and that this division be comletely separete from the Supply 
organization.27/ On 1 July 1953 this system went into effect. As ecrly 
as 1950, Performence Budgeting procedures had been in effect at Head- 
quarters, but in July 195) a letter from the Cormandant to Field Com- 
manders established Fiscal Officers at these lower levels and established 
Performance Budgeting at these Levers, The Performance Budget we 
have alluded to was one of the measures established by the 199 Amend 
ments to the National Security Act of 197. The Act requires that the 
budget estimates of the Department of Defense be prepared, presented, 
and justified in a manner that would account for and report the cost of 
performance of readily identifiable fimetional programs and activities 
with segregation of operating and capital programs. The Act further 
requires that in so far es possible, budget estimates and authorized 
programs of the Military Departments shall be set forth in readily con- 
parable form and shall conforn to a uniform pattern. 

In this same letter the Commandant made clear his reason for adopi- 
ing the title Fiseal Director, rather than Comptroller as employed by 
the other services. The principal reason for avoiding the use of Corm- 
troller was the fact that the duties te be assigned to the Fiscal Dir~ 
ector of the Warine Corps could not be as all-embracing as the cuties 
assigned the Comptrollers of the other Services. 


in a letter to the Fiseal Director the Commandant outlined the 





3 SECNAV Instruction 500.4, 18 Novenber 1953 
 C.M.C. letter to Commanding Officers, 9 Decerber 1953 
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responsibllitics and authority of this position. 5/ The Fiscal Director 
is empowered and authorized to act for the Commandant, anc to be his 
agent in all fiscal matters within the cognizence of the Marine Corps, 
subject to such plans and instructions as the Commandant might issue 
from time to time. He is delegated complete responsibility for re= 
ws reporting and advinistering all approrriated funds and ree 
imbursenents thereto made available to the Cormandant for the oneratic: 
and support of the Marine Corps, in pursuance of such plans and in- 
structions. This letter constituted an automatic allocation to the 
Fiseal Director of such funds as are msde available by any cuthorized 
neans whatsoever, In addition this letter provided due authorization 
for the Fiscal Director to teke such steps as he “cored necessery in 
the administration of and the reporting on the aforesaid funds in 
advancement of such plans and instructions as the Commandant micht effect. 
The above assignment of responsibilities for fiecel manacenent 
established the ststus quo at Headquarters. Now the problem becane 
one of imlementation throughout the Marine Corps, at Post and Station 
levels, Until July 1, 1953 the administrative control of appropriated 
funds and finencial management within various comands was a responsi~ 
bility of relatively few commanders. Under the program system however . 
almost every commander has some functions to perform in both these aress 
of responsibility. Fiscal asnects of comzend responsibility are not 
foreign to other operations of command, and commend functions performed 
within the Marine Corps have alweys exbraced the comptroller—type tasks 


LL EL AES EO NLL CATT CLASES ENN AE tnt ARREST Et rent ade rapemtnan re saradhoetendtsitnetanetnetapeene 
5 CMC. letter to Fiscal Director, 1 July 1953 
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@escribed in the Secretary of the Navy's instructions of 18 Noverber 
19536 

Since the passage of Public Law 216, the Marine Corps has passed 
rapidly through several evolutionary phases in financial management. 
Procedures have become significantly sere formal; checks and balences 
have become vore detailed; but most important, the task of financial 
management has become progressively nore decentralized anong Marine 
Corps commanders. When, in July of 19°), the concept of performance 
budgeting and accounting was instituted throughout the Larine Corps 
& most important end far reeching step was taken in the evolution of 
fiscal management. With the advent of the performance requirements, 
commanders in the field were required in actual practice to conduct 
the financial operations of their comands even to the extent of pro~ 
jecting and pate tet dae money requirements estinates for considerable 
perlods in the future. This increased financial responsibility at 
lower cormand levels has given rise to the billet of Fiscal Officer. 
The commendant has defined Fiscal Officer as follows: "An officer 
charged with the cirect responsibility of maintaining the records 
necessary to reflect the use and siatus of appropriated funds made 
avallable administratively to a Commander by allotrent, sub~allotment, 
or by any suthorized means whatsoever." 6/ Generally, in the Marine 
Corns the fiseal officer's function is a special staff task. Except 
in supply cormands it should be assigned to an unrestricted line officer 
who at a future date may have to exercise command. Those tasks related 


6 Ibid. 
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to plans and recommnendations regarding the efficient utilization of 
funds should be discharged by those officers performinzs the general 
or executive staff functions, Jost important is thet the closest 
supervision over the entire fiscal function should be exercised by the 
comonder, not only in the interest of efficient financial adinistra- 
tion but for the purpose of training subordinate officers in this 
vitel function. 

The duties of the fiscal officers have been clearly outlined, It 
is the expressed desire of the Comnandant that these functions be exer— 
cised by unrestricted line officers and not by specialists. // Prior to 
the new budgetary system all fiscal experience wes had largely by the 
officers of the supply organizations. If line officers are to assume 
these duties end responsibilities they ill have to be trained. Where 
is this training to come from? What action has the Marine Corps teken 
to disseminate fiscal information and to create an awareness of the 
importance of fiscal kmowledge and competence? The remainder of this 
paper will be concerned with a relatively cetailed discussion of the 


formal training media being employed by the Marine Corps. 





7 C.M.C. letter to Commanding Officer, 7 April 195) 
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Chapter IT 


THE NAVY POSTGRADUATE COMPTROLLERSHIP COURSE 
GEORGE WASHINGTON UNIVERSITY, WASHTUGTON, D.C. 

This course is the most extensive offered by the Marine Corps in 
the field of Fiscal Administration. The course is conducted solely 
for Navy and Merine officers by the University under the sponsorship 
of the Comptroller of the Navy. The course is of ten months duration, 
and includes eight hours of undergraduate credit work end thirty-two 
hours of graduate credit work leading to the degrec of Master of Busi- 
ness Adninistration. 

The Usrine component of the class generally consists of three 
unrestricted company grade officers and two field grade officers from 
Marine aviation. The course is primarily concerned with providing a 
bread background in fiscal, budgetary ad general business aduinistra- 
tion end management. Successful completion of the course is accomplished 
by the submission of two acceptable term reports and satisfactory com 
pletion of a comprehensive degree examination. The courses offered and 
their contents are as follows. 

Sumer Session: 

Accounting 3, Generel Accounting, is a two hour undergraduate credit 
course which is concerned with the study of basic vrinciples underlying 
accounting records used by sincle proprietorships and corporations, 

Business Administration 271, Readings and Conferences in Comtroli- 
lership, is a two hour credit course providing revicws and discussions 
of current literature in the field ef comptrollership in both the public 
and industrial fields. 
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Business Administration 275, Human Relations in Business, is a 
two hour credit course covering case studies end directed readings in 
human relations, administration, organization, and cormmmication. The 
materials pertain to worker level, middle management, and major execu- 
tives; the relation of the individual to his superior and also to his 
subordinates; the relation of staff personnel to operating executives; 
and methods of cealing with differences of opinion and of achieving co- 
operation. Coverage of the formal and informal relationships of mem 
bers of management and of personnel as individuals and as vosbers of 
work teams. . 

This summer session covers a period of cyproximately five wecks. 
In addition to providing the subject matter presented, it provides a 
conditioning period for the students to acclimate themselves to an acad- 
exic atmosphere, become fatiliar with the feciliiies provided to aid 
them in later work at the university and generally becore adjusted to 
a sedentary occupation. 

Fall Semester: extends from the last weel: in September through the last 
week in January. Seven courses and a Statistics Laboratory are offered 
during this semester. ‘In eddition to the prescribed courses, the first 
term report is required in the second week in January. The courses 
offered are as follows: | 

Accounting 212, Managerial Accounting, is « three credit hour 
course devoted to the study of the accounting system with special refer- 
ence to the use of financial and operating records as a tool of manage- 
ment. lmphasis is placed on internal accounting control, accounting 


reports, and the use of bucgets and cost data in directing and controlling 
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the business, 

Accounting 27, Goverment Budzeting ~ Forsulation and Adzini-~ 
stration, is a three hour credit course. The course covers the 
principles of federal budget formulation, justification, end admini- 
stration, and the application of budget techniques in the Devartment 
of the Navy and other services. Consideration is riven to the evolu- 
tion and develonment of plans affecting the budget and of fiscal 
management policy; activities in the budget process; budgetary evalu- 
ation and performance budgeting, The relationship of the Navy budget 
and accounting to operating writs of the Navy is considered, along 
with the relationships to the Depcrtment of Defense, Bureau of the 
Budget, and the Congress. 

Economics 195, Industrial and Goverrmental Economies, is en 
undergraduate credit course providing a survey of major economic 
institutions. The course covers a review ond analysis of economic 
theory; measurement of the national incomes survey of governmental 
expenditures and sources and mothods of tamtion. The impect of the 
federal government on the econory is reviewed along with the problems 
of deficit financing. | 

Business Administration 26], Business Organization and henagement, 
is a three hour credit course. The course includes owvemue of the 
principles and techniques of administration and menagenent. Covered 
also are analyses of methods of forecasting, planning, organizing, 
assenbling personnel and resources, celegating and coordinating, and 
controlling, 


Statistics 119, Statistics with Application to Corptrollership. 
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This is the third and last undergracuate course offered. Emphasis 
is placed on the vrinciples and orimary mechanics of statistics and 
the use, coverage, interpretation and analysis of reports. 

Business Administration 265, Seminar in Comptrollershiv. This 
course includes the analysis of duties, responsibilities and place 
of the Comptroller in the military establishment, with speciel emha~ 
sis on Nevy Comptrollorshio concevts. Tne relationships of the Com- 
troller with operating end other staff — are covered. The 
course includes discussions by comptrollers and financial officers of 
major American business organizations amd govermmental agencies. This 
phase is particularly informative end interesting in that it shows 
the wide varictions among operating systems omoloyed. 

Business Administration 286A, Research Serrinar in Comptrollership, 
is largely devoted to guest speakers of importance who vrovice an ex- 
vanded concent of commbtrollership in industry and government. 

Spring Semester 

The spring semester extends from the first week in February 
through the first week in June. Six courses cre offered this semester, 
two of which are extensions of courses offered during the simmer or 
fall sessions. One of these is Business Administration 276 which follows 
the line of study initiated in the summcr with course 275. The other 
is Business Adwinistration 21:5 which continues the studies begun in 
Business Administration 21:7. The other four courses are as follows: 

Accounting 20h, Cost Accounting, a two hour coarse which is de- 
voted to the study of the theory and purposes of industrial cost 


accounting systems, including standard costs. Special emphasis is 
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placed on the accumilation, distribution, and analysis of indirect 
manufacturing costSe 

Accounting 275, Internal Control and Auditing. A three hour 
course, which includes. the study of internal accounting controls and 
auditing for management. A review end appraisal of the accounting 
system and procedures and evaluation of finoncial policies with 
resvect to their effectivencss. 

Business Administration 268, Monagement Ingincering. Viewing 
management engineering as a tool of manegement. Particular embhasis 
is placed on organization and methods type surveys including the 
study of work measurement, work simplification, management audits, 
and other management imrovement vrogramse 

Business Administration 286, Research Seminar in Comptroller 
ship. In addition to the distinguished sveakers already mentioned, 
the directed term report required at the end of the year comes within 
the purview of this course, 

As already noted this course is the most extensive offered to 
Karine Officers in the field of fiscal management. It is a broad, 
general picture of the subject matter, not conecrned with minor detail 
or mechanies. By contrast some of the other vrograms we shall examine 
will be showm as more concerned with mechanics while others will have 


& similar leaning woward broad, generalized coverace. 
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Chapter IIT 


WAVY COMPTROLLORSHIP DEVELOPMENT PROGRAM 


This program is presented by the Comptroller of the Navy Office. 
The Marine Corps has a quota of four officers for each of the classes 
convened, which are composed of a total of 36 members per class. The 
classes are held quarterly and extend over a veriod of two weeks. 
There are four princinal program objectives: 

(1) To meet a need for 2 better understanding of the conptroller-— 
ship function in the Depertment of the Navy. 

(2) To —P additional background information regarding the 
various comptroller functions and how they muy be utilized and co- 
ordinated cst all organizational levels to provide an integrated and 
effective fiscal service to managevent. 

(3) To discuss current policies with respect to financial mnage- 
rent in the Department of the Nevy. 

(4) To apprise management versonnel of the cervices they my 
expect from cormtrollership. 

Throughout the course emphasis is placed on broad financial 
principles and policies; relations asong the varias functions of 
Comptrollership; end the relationships of coxptrollership to other 
areas of nanagemont. 

The classes convene for two week periods on a full work day basis. 
From three to six presentations or discussions are acheculed for each 
day. Approximately thirty-five presentations are made to each prorsran 
class by experienced operating personnel dravm from the Office of the 
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Comptroller of the avy; the Bureaus, Offices, ond field activities 

of the Department, other government egencies, and privete industry. 
The period for each presentation is divided between the time required 
for developing the subject matter and time provided for questions, 
answers, and informal discussions of the subject matter. Interspersed 
among the lectures are group and penel discussions designed to promote 
the informal exchange of concepts and information anong the partici~ 
pants. The similarity between the modus operandi in this program and 
that at George Washington University is remrkable. An excellent 
facet of this program is the fact that a coilection of advanced reading 
material is furnished each participant three weeks prior to the con- 
vening of each class. 

Personnel cirectly engaged in the performance of financial manage- 
ment functions ordinarilly constitute the largest part of each class. 
However, enrollment is open to persomel performing other management 
functions in which a general understanding of the comptroller function 
would be useful. It has been recommended that the bureaus send more 
field than departmental personnel to these classes. 

In order to best show the subject matter and contents of the 
courses offered we will list them according to a topical outline. 

(1) The Comptroller Concept; the goals of Comtrollership; 
Legislative backgrounds basic policies; organization and functions 
of Comptrollership; relationships among comptrollers at various organi- 
gzational levels; comptroller's place in manogement and his place in 


business. 


(2) The Federal Budget and ational Fiseal Policy. This course 
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covers a broad perspective of the nation's budget in the total econory; 
militery requirements as related to total available resources; the 
Navy's budget as related to those of other departments and agencies. 

(3) Program Planning. The Navy Plenning System; Development of 
the Navy Propram Objectives; planing and scheduling of programs. 

(4) Budget Formation. Size and scope of the Navy's budgets 
Program budgeting and the performance budget structure; budget cate 
gory structures; budget time schedule; nature and methods of budget 
formilation; budget review at various levels; techniques used in 
review; appropriation acts; and current problems and trends. 

(5) Budget Execution. Policies, principles, end techniques of 
budget execution at field, bureau, and secretarial levels; apportion- 
ments end allocations; administrative control of funds; civilian 
personnel ceilings, and application of execution techniques. 

(6) Progress Reports and Statistics. Financial reporting, in- 
cluding budget category, apportionment and allocation reports; pre- 
sentation methods and techniques; progress reporting to top management. 

(7) Program Analysis: Analysis of Program Status, Progress, and 
Trends as compared with plans; opoortunities to ‘Serve local manarement 
through analyses end reports, 

(8) Accounting and Pinence, Accounting policies, principles, and 
objectives; the overall structure of the Navy Accounting Systems Appro— 
priation and Fund accounting; cost accountings; current problems and 
trends in accounting; large scale data processing. 

(9) Worlcing Capital Funds: Policies, Principles and Objectives of 
Industrial Funds. Budgeting, accounting, and progress reports and 
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stetistics under industrial funds. Installation and operation of 
working capital funds et industrial and commercial type activities. 
Financing and control of inventories of commen—use items through 
stock-fund operations. 

(10) Auditing: Policies, principles and objectives of auditing; 
internal audits of Naval ectivities; the interne] review function, 
methods of conducting aucits; audits of non-appropriated funds; scope 
of interne] auditing. 

(11) Feature of Corptrollership in the Kavy: Problems and trends 
in Comptrollershiv within the Navy; the comtroller's opportunity 
for service to management. 

As can easily be seen from the topical outline, the matericl 
presented by this course is broad and extensive. It apneers desisned 
to serve adequately the needs of both management and fiscal techni- 
cians. Unfortunately with a quote as limitec as the llarine Corps! 


for ~his course, very few marines can have the benefits of this course. 
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Chapter IV 


MARTE CORPS SUPPLY SCHOOLS, CAMP LE JaUUS, NORTH CAROLIIA 


As part of the material offered in the Supply Schools, a course 
pertaining to fiscal management is presented. The course (MCSS 31-2) 
consists of a variety of subcourses cesigned to provice information 
concerning certain facets of fiscal functioning. While this school 
is primarily designed for the instruction of supnly officers, increas- 
ing mumbers of unrestricted line officers attend, prior to serving a 
tour of duty in a supply billet at some Marine Corps station. This 
training for line officers has served two purposes in the past; by 
supplying the Corps with a source of officers who have had formal 
training in supply matters; and in furthering the education of these 
officers as line commanders, to whom a rounded l!mowledge of supply 
matters is highly desirable, if not to say essential, With the increased 
emphasis on fiscal menagement in the last few yeers, the sunnly school 
now serves 2 third cause. We have seen that it is desirable that officers 
filling Fiscal Billets be unrestricted line. At tne same time it is 
also cesirable that the officer serving in such a capacity have the 
benefit of formal training before assuming these new responsibilities. 
The line officers who attend the suvply school receive this formal 
education. It is desireble to describe the sub-courses offered in 
sufficient cetail that they may be cormared with the other training pro- 
grams under discussion. 

The first course offered is entitled "Introduction to Budgetary 
Procedures." Its purpose is to give the basic concept of a budget; 
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the purpose of a budgetary control system and its effect on manage- 
ment planning and management controls; to show the value of a budect- 
ary system in encouraging economy and efficiency and in bringing 
about closer coordination between various departments, units and 
activities. Among other items covered in the course are: the defi-~ 
nition of budgeting; comparison of bases for estimation of incomes 
and expenditures; and the consideration of the standard er scientific 
basis as a vreferred method. Also considered are the differences 
between budgeting and an accounting system ‘The impact of the Fed~ 
eral Budgetary Control System on the Marine Corps is considered, and 
the course ends with an extensive listing and explanation of Fiscal 
terminology. 

The second course presented is "Sources of Funds, Appropriations 
and Their Control." The purpose of this course is to provide an out- 
line of Federal Budgetary Procedures; types of Marine Corps appropria~ 
tions; numerical structures; end legislative limitations end controls. 
This phase of the instruction is particulerly extensive end its cover- 
age of the subject matter listed in its purpose is exceptionally com 
prehensive. Space prohibits full coverage of the subject, but a short 
outline will give an understanding of the —— After Sources of 
Income, is considered the histerical background of the federal budget 
and its reserblance to industry; the findings of the Hoover Commission 
and the reasons underlying the adoption of a performance type budgets; 
the changes caused in the Marine Corns fiscal system by the performance 
budget; the operation of program budgets, and its advantazes and dis- 


advantaces; formalation and subrission of budget estimates and the ex~ 
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ecution of the budget; budget structure and avpropristion accounting, 
In considering the control of appropriations emphasis is pleced on the 
role of Congress, the responsibilities of the Comuandent, and the 
functions of the Cenerel Accounting Office. ‘tke course continues 
with a discussion of the Object Classification ilumbers and a question 
and enswer period, and concludes with the provision of suitable ref- 
erences for the ecquisition of backvround material. 

"Performance Type Budget and Marine Corps Appropriations" is the 
subject of the next sub-ccurse. It begins the study of Uerine Corps 
Budgetary Procedures and responsibility for approvriations end account— 
ing numbers employed in controlling eppropriations. Ih discussing 
Budgetary Yrocedures the course emphasizes the similarity of the 
Larine Corps budget to the Federal Budget system; the relationship 
of the Fiscol Director to the Cormmandents; responsibility in case of 
over obligation; and the duties of Project Menagers, The course con= 
tinues with the submission of budget estimates by field comenders, 
and the establishment of personnel ceilings by the Commandant. The 
course concludes with a detailed discussion of Expenditure Account 
Numbers end problems work on this subject. | 

The next course on the agenda is "Allotments." In this course 
the purpose is to explain and clarify the types of allotments; re- 
strictions end limitations; and numerical symbols that are in use in 
the Marine Corps. Initially there is eae commarison mde between the 
appropriations of Congress for the operation of the Marine Ccrps and 
the allocations or allotments by the Commandant of funds to his ficld 


commanders for the eccomplishment of their missions. The largest 
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part of the course is devoted to consideration of Station Allotnentss 
their sources, purposes, end limitations. The remainder of the period 
covers Open Allotments, Project Allotments, Headquerters Commitinent 
Allotments end illustrative problem work, A cuestion and answer period 
end surmary of the material covered concludes this course. 

"Introduction to Budget, Appronriations, Funds and Allotments" is 
the fifth course and has as its purpose the review of appropriations, 
allotments and the Merine Corps Budgetary System; elso to provide an 
overall view of fiscal accounting. This cowrse is a recapitulation 
in great detail of all the wor: that has been covered thus far in the 
progrem. It acts to establish firmly the material learned before pro~ 
ceeding further. 

"Allotment Requests and Authorization" is the subject of the next 
period. Its purpose is to describe the procedures ermmloyed in obtain- 
ing fleld allotments by means of the Annual Budect Estimate. It covers 
the subject of Allotment Authorizations, and the responsibilities of 
the allotees. The course is largely devoted to detailed discussions 
of the mechanics required in obtaining and controlling finds. The de~ 
tailing is so extensive that complete and exscting compliance with the 
rules set forth will leave very little room for peenthd.e technical error. 

The following sub-course is devoted to "Obligations and Namendi- 
tures", and has for its purpose the explanation of what obligations 
and expenditures ere, and the forms used to control them. Also covered 
are statutory and regulatory limitations end restrictions. The course 
provides a detailed discussion of various factors recarding the obli- 


gation and expenditure of funds. Consideration is given to definitions, 
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Congressional and General Accounting Office Controls, the forms of 
obligations and expenditures; and the use of docuwwnts relative to 
purchases from civilian firis, other government agencies, end the 
Marine Corps Stock Fund. 

The last of the courses offered is related to the "Accounting 
Procedures and Internal Control of Station Allotments." The ourvose 
of the lesson is to cxmlain the eccounting procedures erployed in 
maintaining a record of obligations and expenditures affecting the 
allotments. The course is highly detailed, covering the mltiple 
and varied forms necessary fui satisfactory control. The require- 
ments pertaining to field reports to be submitted monthly and the 


files that mst be maintained are also covered. 
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Chapter V 


MARINE CORPS EDUCATIONAL CENTER, MARINE CORPS SC{IOOLS, QUANTICO, VIRGINTA 


The Marine Corps Schools at Quantico have been called the intell- 
ectual heart of the Marine Corps. it is here that the largest part of 
the extensive education that a Marine Officer gets during his career 
is provided. The schools which we are particularly concerned with for 
this paper are the Senior School, Junior School and the Communications 
Officers School. Within the lest two years, fiscal management has 
been adopted as part of the curricula in these schools, 

Senior School 

The mission of the Senior School is to train selected ierine 
Corps Officers for the commend of a regiment or group, as appropriate, 
and for all aspects of staff duty at Marine Division or Wing and Lend- 
ing Force levels, The students in the course are, as a rule, Colonels 
and Lieutenant Colonels. The course extends over a period of nine 
months. 

Due to severe time limitations and the mltiplicity of subjects 
presented during the nine months, Fiscal Training is alloted only four 
scheduled hours of presentation. The fiscal course has a dual purpose, 
namely, to acquaint the students with the — wT". fiscal management 
within the Marine Corps in order that they may be prepared to exercise 
command supervision of fiscal mtters and/or cowmence acquisition of 
the detailed imowledge required of a fiscal officer. 

The four hour period is devoted to the consideration of three 
princinval items: Fiscal terms; the Performance Budget end the Command 
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ers responsibility; Allotment accounting in the Fleet Aarine I sree. 
The major portion of the material is covered through anplicatory 
work of the students. ‘The subject matter so covered is the subject 
of discussions in secinar groups. 

the course is necesserily hichly concentrated because of the 
time limitation. It is cesigned io previde a broad picture of the 
fiseal system, and to serve as an introduction to further consider- 
ation and study of the fiscal field by the individuals. Por those 
Who will assume comand the c ourse provides a gli-pse of the respons- 
ibilities of fiscal manacement, and for those to be assigned staff 
positions requiring detailed lmowledge of fiscal mechenics, it serves 
2s an orientation in the field. 

Junior School and Cormmmication Officers School 

These two schools are completely separcte in organization 

and in purpose, but they are presented together here because they 
receive the identical course in fiscal training. Again, the course 
is limited to four hours! study of fiscal management. These four 
hours are presented on a lecture besis, as contrasted to the seminar 
system employed in the Senior School. The coveraze is somewhat diff- 
erent from that presented in Senior School. The lecture covers five 
items: the background of the performance budget; discussion of the 
appropriations related to the Corps; the study of a denonstrative 
problem based on an actual ficld command; and the study of a demon- 
strative problem built on the allotment eccounting performed by a 
small warine Barracks. 


The students of the Junior School are Captains and Wajors, and 
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available for command of small units or positions as staff officers 

at larger wits. Many small units are commanded by officers in these 
grades; often they are the only officers involved and ere fiscal of- 
ficers as well as Commanders. The detailed oud of actual problems 
and methods employed in field and barracks accounting is of tremendous 
value. Communications officers are assigned to resvonsible billets 
at all battalion and higher level staffs. A knowledge of fiscal op- 
eration has become important to them as it has to all other respons- 
ible steff members. The course provides a mixture of the broad fiscal 
picture, and the detailed techniques of fiscal emmagumat cesigned to 


serve the students’ needs regarclicss of their future duty assignments. 
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VARIG CORPS IMSTITUTE 

The Marine Corps Institute is en organization operated by the 
Warine Corps to provide courses in academic and vocational subjects 
to all interested marines. The courses ere presented through cor= 
respondence courses, consisting of written lessons and cultineting 
in a supervised examination. The courses provide the means for many 
marines! completion of high school and further provides courses thet 
may be accredited by outsice institutions for colleve credit. Among 
the courses presently offered is "Fiscal Accounting by Field Activi- 
ties." Volume I of this course, "Allotment Accounting by Field Act- 
ivities", is already in use and has had wide acceptance by marines 
at all levels. 

The course was prepared especially for Marine Corps personnel 
who work with allotment accounting at the field level. The objective 
is to afford marines woricing at this level instructions end guidance 
relative to the procedures, records, and reports which cre re quired 
in the allotment accounting by e field ‘activity. 

The course is segmented into five lessons, each succeeding lesson 
dovetailed with its predecessor. Lesson One is concerned with defini- 
tions and terms used in fiscal work and in the remaining lessons. 
This lesson outlines the scope and procedures of the course. Lesson 
Two explains end gives detailed examples of the accounting projects 
end the numerical system ermloyed by the Marine Corps. 

Lesson Three is a highly detailed explanation of Fiscal Activity 
Funding and the accounting procedures for Field Allotments. The next 


lesson is an extensive coverage of Field Activity Funding end Aecoumt— 
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ing Procedures for Sub-Allotments, Project orders, Ueadquarters Com 
Mmitiments end Open Allotments. The last lesson illustrates an actual 
field activity allotment accounting vroblem in which the procedures, 
records, and reports used in allotment accounting are described and 
reproduced. 

Most, not all, of the information vcrovided in the course describes 
the procedures, records and reports that are directive in nature and 
required by Headquarters, Uarine Corps. This course is not directive 
but furnished as a guide and handbook. 

It is the intention of the Marine Corps Institute to make avail~ 
able two further volumes or courses related to fiscal menagement. 
Volume II will cover Budget Formmlation and Adninistrative Control of 
Funds as applied to the Marine Corps. Volume III will cover Cost 
Accounting procedures and methods at field activities. The three 
courses should make an excellent euide for those people actually en- 
gaged in field activity fiscal work, end an excellent source of mat 
erial for officers and men desiring a working lmowledse of this work, 


regardiess of their positions and responsibilitics,. 
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FISCAL ADMINISTRATION INDOCTRIUAT ION YROGRAN 
HEADQUARTERS, U. S. WARIUE CORPS, WASHDIGTOH, D. C,. 

This is a two day program, conducted by the Fiscal Division, 
which is designed to present a picture of “arine Corns fiscal pro- 
cedures from the preperation of a field maintentenance and opcration 
budget estimate throuch Headquarters Marine Corps and higher echelon 
actions, to the field administration for funds alloted. The course 
also includes 2 period of indoctrinetion on Uechine Accounting. The 
students at this course are the marine members of the Nevy Comtrol- 
lership Indoctrination Course, when precticable, ond officers or key 
civilians sent by the various staff offices of Headcuarters, 

The course of instruction covers ten majer subject headings, 
wnich are presented by persomel of the office of the Assistant Chief 
ef Staff G-1, the Operations Branch of the Supply Department, and the 
Fifth Reserve and Recruitment District, in addition to the persomel 
of the Fiseal Division. 

The subjects covered include: 

1) Fiseal Administration within the Marine Corps 

2) Preparation of a Field Budget Estimate 

3) The Project Manager's Role in Budget Formation 

ly} Preparation of Overell Marine Corps Budget Esticates 

5) Budget Execution at Headquarters Marine Corps 

6) Field Activity Administration of Aporopriated Funds 

7) Fiseal Accounting at Headquarters 

8) Auditing procedures of, and frequent discrepancies found by Navy 


Audit Team Inspections, 
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9) Machine Accounting Indoctrination 

This course was only recently initiated, but the comments by the 
participants have been highly encouraging. A course of this nature 
should prove invaluable to personnel who ere concerned with fiscal 
matters as it pertains to their particular positions and offices at 
Headquarters. 
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CHAPTER VI 
CONCLUSION 


"There is no intent to establish careers in comptrollership 
for naval officers, rather, experience in this area is considered 
an excellent phase in any naval officer's training to qualify for 
ultimate leadership of major naval components both afloat and ashore. 
Opportunities for formal training in the concept of comptrollership 
are being provided from the broader perspective of management rather 
than from the specialist or technical perspective. Every naval officer, 
aspiring to responsible command, should seek to attain a thorough 
understanding of the budget process and a good working knowledge of 
the principles of sound business —_ ae | In considering 
the merits of the various educational — it is well to bear in 
mind the fact that fiscal training or experience is but one facet in 
a rounded background of professional military education. 

The courses and programs discussed in the preceding chapters are 
the efforts that have been made by the Marine Corps to provide its 
officers with varying degrees of familiarity with the comptroller con= 
cept and related subjects. No two of the courses are identical. All. 
of them approach the same or related problems from different levels 
and viewpoints, and with varying degrees of coverase, The impressions 
I have of the various programs are based, with the exception of the 


program at George Washington University, on readings of the materials 


it 
/ Address by Rear Admiral Hopwood USN, Deputy Comptroller of the Navy, 
at the Navy War College, Newport, Rhode Island, March 16, 1951. 
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presented in the courses, and on discussions with other officers 
interested in the subject. 

Generally, the courses are of necessity a compromise between 
the amount of material to be covered and the time available for 
instruction. With the exception of George Washington University, the 
time available is severely limited. The courses actually concucted 
by the Marine Corps have been desigi ec to provide material sited to 
the rank of the students, their rank determining their likely next 
assignments, rather than establishing a program first and selecting 
students who meet specific requirements for fiscal trainin;. In the 
cases of the Senior, Junior, and Communication Officer Schools, the 
fiscal program was blended into the training provided officers whose 
rank, and advanced status, had already been determined and whose course 
of study had been established. 

As already noted, the time allocated for fiscal study in the 
above schools is very restricted allowing only four hours for the 
fiscal program. Enthusiacts of fiscal training bemoan this fact, and 
feel that more time mst be allotted. This time could be made 
available only by reducing the time allowed some other subject. 
Advocates of accelerated fiscal training do well to remember that 
fiscal management is relatively new in the Corps. The experience of 
business, and the Navy has showm that other segnents of the operation 
are quick to resent inroads made ty comptrollers. The comptroller 
concept and fiscai management will have to be extensively sold to the 
largest part of the Marine Corps before people will be willing to 


cut other basic, time proven training subjects in order to accomodate 
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greater emphasis on fiscal work. 

People with longer service than I have noted that fiscal manage= 
ment has assumed its importance only in the past few years, and has 
yet to stand the test of time. Too often are new ideas adopted, 
pushed by an enthusiastic rroup of advocates, and then die out as 
rapidly as they grew. Some people have reasoned that the slow,cautious 
approach to the idea of expanded fiscal training will prevent any 
costly mistakes due to over-zealousness. There is little basis for 
putting the fiscal program on 2 "crash" status, and it is hard to see 
what would be accomplished except antagonizing many people by providing 
fiscal management with a priority at the expense of well established 
and generally agreed upon programse 

As a result of my readings and discussions I have come to the 
conclusion that the individual programs are well balanced and adequate 
for their purposes. The programs are established with definite object 
ives in mind, and have been the rosults of the efforts of many quali- 
fied people. The programs underrfo ccnstant review and revision in 
order to keep abreast of chancins conditions and reflect the latest 
policies and procedures. No two authcrities will ever agree in all 
details on what materials shovld be covered or what degree of emphasis 
to place on the various subjects. The Corps has found the results of 
the programs to be hichly satisfactory and there is no reason to expect 
anything different in the future, 

Only the programs offered hy the Marine Corps Institute and the 


Supply School at Camp LeJeune are designed to specifically emphasize 


the mechanics of appropriation and allotment accounting. There are 
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many officers, including myself, who believe that the graduates of 
LeJeune are the best equipped for actually holding down billets as 
fiscal officers. The company gracc graduates are extensively trained 
in the specific methods and procedures needed for the successful 
accomplishment of the fiscal officer's duties at field commands. These 
students co devote time to the study of sencral theories and principles, 
but this is secondary to gatherings a detailed knowledge of the job 
requirements. Granting that a knowledse of background material is 
highly desirable, it is still primary that the fiscal officer be ex~ 
pert in actual operation methods, 

Unquestionably, the program at George “ashington Uriversity is 
the most extensive offered to iJarine Officers. The question of send- 
ing officers to graduate schools has always been a controversial one, 
and there are several schools cf thought on the matter, There are 
factions that maintain that the graduate schools serve an excellent 
purpose in that they provide facilities and instruction that would 
be difficult or impossible for the Marine Corps to provide. These 
proponents point out the values recognized by business in sending 
euployees to schools without the business. 

Opponents of graduate school training maintaiin that too many 
officers are sent to graduate schools, and the traditional responsibil~ 
ity of Commanding Officers to train their own officers is being destroy- 
ed. Another point held by the opponents is that the funds employed to 
send these officers to schools could be spent better in providing more 
specific training to a greater number of people. The last major point 
presented is that junior, unrestricted ground officers will not be able 


to attend the Junior Courses or similar schools as a result of using 
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fiscal organization. Effective July 1,1956, there will be established © 
Comptroller billets at ten major field installations and at seven 
Marine Corps Aiv Stations. The Comptrollers of these ground organizations 
will be Colonels, and they will have the same status as a member of 

the general staff. Under the Comptroller will be three principal 
branches: Budgeting, Accounting, and Progress Reports and Statistics. 
Under the Accounting Branch are seven specific functions including: 
Cost Accounting, Disbursing, Appropriation Accounting (Fiscal Officer), 
Stores Accounting, Plant Accounting, Civilian Payroll and Timekeeping, 
and Non-Appropriated Fund Accounting. This Accounting Branch will be 
under the direction of a Major, designated for supply duty only. 

These new Comptrollers are to be guided by NavCompt Manuals and In- 
structions, and the duties as prescribed are complex and extensive. 
Proper performance of these tasks will call for officers well grounded 
in Comptrollership practices and theories, combined with broad military 
background and knowledge. 

In my purely personal opinion, it is these prospective comptrollers 
who should be given priority to receive the training provided by the 
program at George Washington University. Undeniably, the program is 
of considerable benefit to the ground officers peticipating, but I 
feel the Marine Corps would derive greater benefit if these senior 
officers were scent in lieu of the janior officers. Under our new Com- 
trollership organization, the comptroller will be a full colonel, and 
the Accounting officer will be a supply duty only Major. There is 
little likelihood that the company grade officers will become either in 


the near future. The principal anticipated position for company grade 
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their eligibility to go to graduate schools. This is a valid point 
and a subject of much concern among junior officers I have spoken to, 
who might ordinarily be interested in getting graduate school training. 

In the case of the program at George Washington University I am 
inclined to vote with the proponents of graduate schools, but I have 
one reservation. After several months of the program had elapsed, I 
came to one definite conclusion which has not since been changed. I 
feel that if junior officers are to be sent to George Vashingeton Uni- 
versity, they should be officers who have already had some experience 
in fiscal work, or possibly in supply or disbursing. These officers 
would have a foundation to build on3 some personal experience or 
background against which to measure and evaluate the views and 
materials presented in the classroom. It would seem undeniable that 
an officer with a background of practical accounting, budgeting, or 
disbursing would be better able to take full advanatge of the progran. 
Recent developments within the Marine Corps have given me reason to 
question the advisability of sending junior officers of any descrip~ 
tion to the program. 

When the instructions for fiscal management were published in 
April of 195, no fiscal organization was made mandatory for field 
organizations. The proper handling of the necessary accounting was 
left to the discretion of the individual commanders. “hile the over- 
all results were satisfactory, there was little, if any, uniformity 
in organization. 

During the period in which paper was being revised there 


occurred a substantial and far-reaching change in Marine Corps 
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sent to the field, will be that of Fiscal Officer. In this capacity | 
they will be responsible for only one of the many functions of comptroll- 
ership. Since there is no apparent intention in the Corps to make 
careers for unrestricted line officers in fiscal work, it is unlikely 
that any of us will serve more than one full year in fiscal work, as 
suche True, the trainings received in the program will be of value during 
the entire period of an officer's service career and beyond. However, 
with the newly expanded Comptrollership program, I feel first emphasis 
should be placed on training those people who are goins to have to 
carry the burden at the present time. If funds are available, and space, 
to allow junior officers to supplement the quota of senior officers so 
much the better, put this is unlikely. By providing the senior officers 
with this excellent training, followed by a tour as comptroller, prior 
to receiving major command, the comptrollership concept would be 
strengthened through greater support at higher levels. 

Far better qualified and experienced people than I have been 
entrusted with the development of the fiscal training prosram in the 
Marine Corps. It has been operatins for several years now and the 
results have been adjudged satisfactory. The training will undoubted- 
ly develop in the future, but this development should parallel the 
increased acceptance of Comptrollership. It mst be advanced tact 
fully and gradually. If and when the largest part of the Marine 
Corps is convinced that the comptrollership concept and related fields 
is an aid to rather than a check on efforts and progress toward accomplish~ 
ing primary objectives,there will be no significant resistance to 
expansion of inet training program. It is the part of wisdom to encourage 


this acceptance and advance the cause of fiscal management training 


accordingly. 
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